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IV. S U  AYS TO EXPEDITE EXPRESSWAY AND BRIDGE
REHABILITATIONS
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SUMMARY OF WAYS TO EXPEDITE EXPRESSWAY AND BRIDGE REHABILITATIONS

These are the ideas that resulted from a workshop hosted by PennDOT in

January 1985 in Harrisburg. They represent the input of PennDOT, .FHWA,

and construction industry participants. While PennDOT policy on the subject

has not been finalized, many of these are being implemented. It should

be noted that not all of these ideas would be usable under current State

and Federal-aid law and regulations but that the list is excellent food

for thought for agency officials, highway planners, and highway engineers

to improve on the delivery of expressway and bridge rehabilitation projects.



SUMMARY 
OF 231.

WAYS ILITATION
. .

T h e  Department shoul
reducing the dis

itted t o  reducing  construc t i on  t ime  and  to
es the travelling p u b l i c .  O n  Interstate pro-

inistration must have t h e  s a m e  commitment. We
rojects such as the Schuylkill Expressway or
iticall to all areas of transit.

1. P R O G  I N G  - Program Center and Districts should
jointly l imit  the size of expressway rahabilieation
projects which impact traffic, s o  they can be completed

I in one conseructisn season. Decisions should be made
early if the Department is willing to incur extra cost
to  expedite  completion of a facility,

2. PROJECT OBJECTIVES - The District should see project
objectives rior to the start of Design. Check the

acity during maintenance and protection of
sruption of traffic for a period of more than

one construction seasonn should not be considered, unless

ke decisions on scope of work before hiring a design
consultant because it will e f fec t  the consultant’s scope
of work.

3. A G E M E N T  FOR “CRITICAL” PROJECTS - For very "Critical"
projects like the Schuylkill and the Parkway East, the
Depart n t  should eonsider a special  p ro j e c t  group w i t h
one person in char n and construction in both
Central Of ficea and t that has line authority
and can cut across organizational lines.

A master schedule for design and construction should
e d  for  " C r i t i c a l  projects.

4. - The Department must be willing
d change orders. Authority to do

eo the lowest level possible.
st have as much authority as

se decisions. FHWA must cooperate on
Interstate projects by letting our Project Engineer make
on-the-spot desisions on changes to plans for work on
controlling operations and secure FHWA approval after

the fact.

ust have the experience necessary
st be aware of the critical need
etion,

5. - On some of the

should be advertised so any
interested contractor could attend.



232
6. . PRODUCTION RATES - The Department should review

production rates for typical bridge and roadway
rehabilitation projects. Our rates may be out-of-date.
It may be desirable to include coneraceor representative
input in the adoption of new production rates. We may
wane to do some work/time studies in the field on some
item s.Designers need to be brought up-to-date on
calculating working time.

7. "INCENTIVE/DISINCENTIVE” - Consider "Incentive/
Disincentive” on projects-where road user costs would be
high. Look at the total cost of these projects. The
Department needs to establish criteria for evaluating
projects to determine if we need an "Incentive/
Disincentive” clause.

Incentive clauses give bireh to innovative ideas and
should attract the best and most efficient contractors.
Incentives should be considered for phases of
construction. Accurate project records for "Incentive/
Disincentive” contracts will be needed.

We must give a contractor a realistic time schedule so
that he has a chance of getting the incentive payments
and should avoid seven-day 24 hours/day scheduling.

The Department could also consider rental of the .
htghway; i.e.,not award to the low bidder.

We should also review our liquidated damage rates; they
are too low.

We should try some pilots to see which of these is most
effective.

8. FALL OR EARLY SPRING LETTINGS - Projects should be let
in fall or early spring to give contractors time to
mobilize and order strategic maeerials. Watch for items
of work that may need to be completed in the previous
construction season that if not completed, might delay
an early spring stare; e.g., paving of crossovers.

Analyze the time and the cost necessary to complete the
proje ct at the earliest time. Deeermine when the
project must be open, use this date as a major milestone
and work backwards to determine design completion date,
bid opening, eec.

9. WORK AREA SAFETY - Whenever possible, close the entire
one direction of expressway lanes and divert traffic to
the other two lanes. This will increase worker
productivity, increase worker safety, provide additional
safety for nigheime operations, increase the available
working areas.

As a t ra f f i c  separator, we should try the asphalt low
profile median divisor used in the mid-west as an alter-
native to the use of Jersey Barrier. This is about 4” X
18” with 28” plastic cones set in i t .  It  has been used
successfully in Ohio on Interstate 70. The cost includ-
ing removal is about 2 per lineal foot.
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Jersey-Barrier should be used to protect some
operations and the Department should consider retaining
this and  stockpilin  it when nearby projects will be

. underway in the ne         It takes some lead time for
contractors to get this material on site..
During design emphasiz worker safety. Consider impact
ateenuators as well as barriers. Use screens to
elimimate  rubber neckin

Traffic control plans should be prepared for all.projects.

10. PUBLIC RELATIONS- Public Relations should not be
overlooked. We should inform the public on the need for
the work and also the steps we have taken to expedite
the work.

A. Newspapers,radio end T,V. should be used to inform
the public.

B. or "Critical" projeets, eneral meetings should be
eld with public official   , businessmen, law enforce-

ment agencies, tourist promotion groups, etc.

C. Contractors should hold pre-job meetings with these
 same groups prior to start of “Critical” projects.

D. Consider publications to motorists on specific routes
uter Guide for the Schuylkill. A similar

publicationn for Interstate Route 80 for the summer of
5 would be useful, (Since our meeting, the Depart-,
ne has decided to discontinue our Traffic Control

Bulletin. From past e erience, its possible that
Item D will not be useful,)

11. - Make arrangements for borrow
and wasee sites, especially on "Crit ical"  projects.
onsider getting land options and if necessary, permits.
orrow or waste areas within the project or nearby on

the expressway should be considered for accessibility
and as a means to eliminate guiderail or to widen swales.

12. SIMPLE INNOVATIVE DESIGN - keep design simple; use
uniform widths of pave nt,  etc .s Be willing to use new

n techniques for bridges and roadways.

Explore new ways to the work. We need to get
away from our presen rds and standard ways of

e r f o r m i n  ehe work. Let's not be defensive of existing
specifications and stan

- Look at
r i t i c a l "  projects in

constrcution s where the vailable capacity during
e projected traffic
n the Parkway East and

Schuylkill should be examined for possible use.
.
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BRIDG E INSPECTIONS- Inspect bridges in depth before
preparing design t o  minimize surprises and possible
delays during construction. Per bridges that control
completion schedules and ave members that cannot be
inspected prior to construction, provide items for
structural shapess to be bought by the contractor and

15.                 STRATEGIC TERIALS - O n projects
schedules and little time between
notice-to-proceed, the Department

with very tight
the bid opening and
should buy strategic

materials ahead of time if necessary to meet completion
dates. We should set a delivery date to coincide with .
projected contractor needs.

 
-16. SPEED AND TRAFFIC CONTROL - Include a pay item in our

contracts for police to control traffic and/or speed
on the route under construction. We may want to control
traffic at key intersections on detour routes. Central
Office should meet with the State Police to see if
off-duty State Police or local police could be used to
enforce speed. As an alternative use pilot cars for
speed control.Both these items should be bid on an
hourly basis so they could be used as needed.

Very recently the State Police have told Phil Amos
that ,  "their Department Regulations concerning
OUTSIDE EMPLOYMENT provide that no member may engage .
in outside employment where investigative, arrest,
or other prosecutiwe action could result from the
member’s participation.”

17.

Could we contract  with the State Police directly
or use local police. .

SHOP DRAWINGS - The Department should review shop
drawings to see if they can be eliminated and/or if we
can el iminate our reviews  The Bureau of Construction
should send a questionnaire to suppliers, fabricators,
contractors, etc., and obtain their reaction to this
idea. Review and approval of shop drawings have been
cited as a delay in projects with rapid completion
dates. They also cost the Department consultant fees and
employee salaries 

A. The prime contractor or fabricator should have
ality Assurance responsibility for shop drawings

and should cert i fy  tbeir compliance with diagrams,
s, and specifications.

B. epartment should only review drawings for special or
unique (non-standar ) type bridge designs or details
(proposal would list items that Department would
review).

C. Department review, when conducted, should be limited
to the critical structual details, not dimensional
aspects.
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D. Questions related to the design intent should be
referred to the Department.

.
E. Could we completely eliminate the preparation of shop

drawings for some items.

18.

I

19.

20.

21.

22.

F. Could the Department provide more detailed drawings as
part of the initial design to facilitate “E.”

E/WBE PARTICIPATION - Look carefully at DBE/WBE
participation on rural projects by reviewing work items
to be done and availability of minority contractors to .
do this work, Encourage District recommendations for
DBE/WBE participants  

PROPOSAL CALENDAR DAYS - For information the proposals
should indicate how we arrived at calendar days; i.e.,
did we calculate a double shift, six-day work week,
etc. The proposal should not require the contractor
to use this same work schedule. Most contractors and
their employees object to seven-day requirements.

NEW PRODUCTIVE EVALUATION - We are in an age of
technological explosion and expansion in which new
products and methods are being developed almost
overnight. There is a need to know very quickly if these
products will work rather than going through our present
lengthy product evaluation system. For example, mix

and lightweight concrete, to mention
, need prior testing so that bugs can be

worked out early and the contractor can begin work
i diately upon receiving a Notice to Proceed.

ETTINGS - Don’t put several large projects or
"Critical" projects for the same region in the same
letting, Also consider letting schedules in surrounding
States .  Consider extra letting dates for large
projects,

For large projects, plans and proposals should be
available six weeks in advance of the bid opening.
Pre-bid conferences are valuable because they result in
immediate verbal clarifications followed by an official
addendum which eliminates future contractor claims- Avoid
addenda in the last week before opening bids.
Alternate designs add time for the contractor to prepare
his bid - avoid if possible. Advertise “Critical”
projects in ENB and other trade magazines three to six
months prior to bid opening.

CASH FLOW - The acceleration of a project could create a
roblem for the State if the project is
ell ahead of schedule - we must address this

problem at the very beginning, prior to advertising.
This is also a problem for contractors and subcontractors
since they must pay for beams, plates, etc. in advance.
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2 3 . MOBILIZATION COSTS - The Department’s method of paying
mobilization is not good for projects in the $10 Million
and over class. Consider paying 50% on the first est imate
and 50% over the next five estimates (Maryland).
Contractors use the mobilization item to "bankroll"
DBE‘s.

24. - PARAPETS   Slipforming parapets is considerably cheaper
than other conventional methods of constructing. Update
o f  BC 339  wi l l  be  requ i red .  , .

25. DECK FORMS - Consider precast prestressed concrete deck
forms which become part of the deck design.

2 4 . STRUCTTRE BACKWALLS - Consider thicker backwall to avoid
ten-day wait. Use HES concrete. Modify Pub. 408 as
required.

2 7 . URGENCY- The Department must have more of a sense of
urgency and respond more quickly to the contractors”
needs, especially for product approval. The Department
and the contractor must be on the same time schedule.

2 8 . AGENCY STAFFING - The project must be adequately staffed
by qualified people wh o are adequately compensated
and who must be present whenever the contractor is
working. Crisis on rehabilitation projects generally
occur early in the project life. Expertise must be
available on the project at this time and at any other
point in time that it is needed.

.29.  DECISIONS - In some Districts it is reported that some
Inspectors are reluctant to make decisions. In many
cases, right or wrong, this is blamed on the Inspector
General. Projects that need to be expedited need
decision kers in charge. The Department needs to
cont inue affirm to its employees that we do not
expect perfection. Not all decisions are going to be
perfect. Taking too much time to review decisions by too
many people will delay rojects which could open us to
contractor claims and     y not improve the quality of
the decision.

 

 
  
  

 

 
 
 
 

 


